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3 0 JUN 1969
MEMORANDUM FOR: Director of Personnel

SUBJECT ! Study of rgency One-grade Promotion Folicy

1. Attoched is s propossl for chenge in the fgency one-crade Hronde
tion policy for gredes (3-05 4o G8-11 for profenslionnl employees to tha
two-grede system (G305 to G307, G9-07 to G5-09, end €9-09 to GS~11).
#lso stteched are extracits from the minutes of Cercer Council meetings of
30 fpril 1959 and 14 Hovewber 1950 at which the present one-grade prono-
tion policy was established.

2. s a result of the 30 April 1959 meating the ong-grade prounotion
system wee spproved on a trlal besis subject to cencellation 1€ it turned
out to be unsatisfactory. NHowever s b0 mechaniam wes established for
dotermining whether the nycten was satisfactory and on 14 Kovenber 1960 it
was extended without any conaiderstion of disedventsges or complainia.

3. Yt is epparent from the minutes of 30 ‘pril 1599 that the dig-
cdvantures were herdly more thsn mentioned and were rot discussed oo all.
Thesa wera:

&. Too meny board meetlings and too much paper work.
b, Positions traditionslly set s twosgrade intervels.

¢. The recognition of two-grade intervels for positions through-
ocut the Coverrment.

d. the inemity of such e system epplied in the Agency only and
not elsevhere, with comsequent morcle problems snd loss of boiier
amployees,

¢. The reduction in prestige of & ene~greds prouotion as
cogpnred to a two-grade promotiond

f. The difficultien of defining the G2-08 snd C5-10 levels.
€. Hoover Commission recommendation sgainst it.

Y, rr. Kirkvatrick - nt thet time Executive Director-Comptrolier =
congldered the only velid objectlons to be that e cne-gxedae promoticn
aysten would Increase worlloed end promotion board work - ecturlly only
minor procedurel pointg.
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5, Howaver, no one pursued the legitimate objections llsted ebhowe.
The discussion involved sround procedursl details end the limited rumbar
of vaceneics and promotion opportunities., These ere problems common to
other sgencles =8 well as the CIA end do not appeer to be a gound bnsis
for establishing ¢ one~grede promotion asystem.

6. It spperrs therefore thet the one-grode systen wes esteblished
 without thoughtful consideration of all the potentiel problems which hove
increared with the veera. The adventeges of converting to the two-praie

systen seem to out-weigh the disadventages.

25X1A

Chief, Iovsition Menagenen -ompensetion Division

Atts

Distribution
0 & 1 - Addressee.
1 -~ DD/Pers/TeC
2 - OP/BMCD v
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MEMORANTUM ¥OR: Executive Director~Comptroller
SUBJECT 1 Study of Agency One-Crade Promotiom Follcy

1. ‘fhie memorendun submits recomnendations for your approval; these
resormendations ore conteined in persgreph 3.

2. Over the pest ten yeors the cingle grade promoblon policy for
grades G0-05 to G3-11 for professionsl employecs has been fregquently
criticized eg unfelr end noncompétitive. We heave mada a study of this
prectice to determine if it is desirsble to convert to the two~prade sy:stem
used in other ssencles, i.e. G3~05 to £3-07, G5-07 to G(S-09, end G3-09 to
G5-11. The results of this study indicete that it is desirsble —o m-ka this
chenge. The basis for this couclusion is covered in detail iu the attached
study. Personnel) Officere end Administrative Officers of the Dupport
Services, the Directorste of Intellizence, snd the Directorete of Science
end Technology sre geﬁEra;Lly in favor of the proposed chenge., Officers of
4he Clandestine Service have not tesken a position on tﬁa proposal.

3. In view of the edvantoges which we bellieve would resullt from cone
version to the two-prede promotion system and the genersl pgreement of
Yersomnel and fdwinistrative Officers I recommend {het you epprove:

& The chanve from the one-grade to the twosgrade promotion
system for professionsl employees in grades GS-05 to GS-11, as so
designated under the fgency ovcupationsl coding eystem,

b. The establishoent of e ninimum time-in-grede requirement of

oné yesr, o8 followed throughout the Goverament.

e -w?w 5
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¢, If recormendstion &. i8 spproved, the suthorization to approve
promotions of professlonsls at gredes 0506, 63-08, end (3-10 to the
next highar grade provided they have met the time-in-grade requirements
at the next lower grads ond the qualifications stenderds for the higher
grade ond ere recommended by the eppropriste Cerser Service end spprovid
by the Director of Personnel.

4. Individuals in the CT progrem in prade G3-08 should be promoted
to G3-09 vwhen determined quallfied and ghould then come under the two-
grede promotion system. Hew CT'a should be hived st G3-07, step 4, o
hipher professional grade, if qualificd,

L, rasuning thet approxim&tely one~third of the totel e—nplmrees in G305
G8-08, snd GE=-10 would be eligible end queliried for imuediete upgrsdinz, the
cogt of this com’erf;ien would be approximately $300,000. Howavar, this =:ount
would elready be budgeted for md jg not en sctuel increase in cost, but a

peyment in advance of the time it voulﬁt otherwize be peyable.

Iobert 8. Watbles
Director of Tersonnel

At
CORCUR:
K. Y. dennerman Deie
Deputy Dircctor
for fupport

The recommendations contained in parsgregh 3are gpproved. -

Exocutive DirectoreComplyroller

PR "“ c‘ ;:‘&3&‘
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Study of sgency One-grads Promotion Iolicy for Frofessionsl Baployees

1. This study wos msde to determine the feesibility of converiting from
the single grede prazz;eatinn system for predes GS-05 to G3-11, to the tvo-grade
systen (G9-05 to G307, GI-07 to G3«09, end GS-09 to G3-11), for profcssiors..
amployecs, which 1s used throughout the Federal Govermment.

2. In the past e mumber of sgencies have coneidercd sttempting to cor-
vart to = slngle grade prouotion system for profeossionel employees such 8 ve
follow but heve determined that it is not precticeble. These other e enciex
operate under different policies vhich require that en indlviduel occupy a
position ot his own grede level. Ybus to esteblish = single grede promonion
systen elsewhere, positicus would heve to be established at all the intermudiate
é:‘aﬁ g, 1.8, 03-06, 0S-08, ond 5«10, This requirement ¢z vell cs the gencral
vnpopulerity of the single grode promotion syatem, snd the opposition of tha
Civil Service Coumission wbich considers it inconsistent with esteblished
principles of clesaificetion, has apperently deterred other pgencies froa evex
enteblishing the systenm.

3. In this fgency ut the time the single pgrede promotion system was
established some ten yeers e;o, tha Office of Yeraswunel was opposed to it.

The prisary objections mede vere that the system wes not followed in other
sgencies, that grades § and 10 were héld in disrepute smong rrefessicnal
employees, and worsle yroblems wight result. Howvever, the single orode
propotion system vag spproved because it was believed the number of vacsacles
was declining end it wes desirable (o spreed them around. Ko subaiantiel
slow-down in promotion rates wes anbicipated from GO-05 to GS-07, &3-07 to
G3-09, or G=~09 to G3-1l. It was expected that employees would merely sdvince
Prom (5-05 to G3-06 and 03-06 to (S-07 st shorter intervels and would ip Lset

recrino ke ForRe kAReS206H0 S0 | BIABRDIP 3101 6041080100270001-4
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4, In sctual fect it npposrs that the mingle grede system has resulted
ins sl&fing down of promotions in comparison with other pzencies which hes
yab the Agency on an unfavorable competitive basis with other ezencles. The
systemt hes ceused criticism over mony yesrs from individusis femiliar with
m"&&cnsl promotion prectice. Aonounced Agency policy has heen %o equel the
benelits provided by other sgencies. Ko logicel explenstion for cur pracilee
Les been poseible. The spperent explanation is that oneg-grede promotlions exre
uzed to prevent erployees trom rising e8 fest e3 in other agencies, ‘his is
the impression crented ln young professionsls who have questioned the practice.
Ihis arcunent hss been ¢ifficult %o refuta,

S. Information on timo~in-grede in the Agemcy fram G3-05 through a3-1t
of employees slotied in prai‘essicmi:l positions has been tobuleted in T=b 1.
For couparison purposes, only the time between G307 end GI-11 bas best used,
nince fow professional employees ere hired at 5-05 end meny including Ceresx
rainces sve employed et G5-07 or highexl The aversge time-in-grade ranges
from spproximately threse and on@-half years for promstion from G3-97 to G3=-11
fox Cris to ap;;amximaﬁely eloven years for employees of the Support Scrvices.
The lrgency averege ia rpproxinately eight yesrs from G5-07 to GS-11. The
festest rete of progress is in the Dirsctorate of Science and Technolngy with
en anversge of approximstely five yeor:. Inforretion evellsble from ciber
spencies indicates thet professionel caployees edvence from (3-07 to (3-11 in
not over five or six yesrs on su BVArsde. Hmvér, the promotion rates of
other ogosucies ere ‘not aveileble in eny Seteil since agencles sxe not remired
to produce guch figures end promotion rates depend to 8 coneldereble ¢xtent on
the avedlebility of jobs ai the higher levels which veries greatly from sgzeiay
to agency sud from tire to time.

e =AY R
o T
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6. Discugsions with Pez‘tmcwml Oi‘fiéé;s end Administrative Officers in
the va&i:ms cooponente produced the following opinions which were sharcd
genarslly by ell such officinle:

r, ‘The Agency sbould revert to the two-grede promotion ocysten for
professionsl ewployees in grades G3-0% to (8-11 to becoue gorpetitive
with other Covernment esgencisa, |

b, Ths sgency policy roquiving single grade promotions ia artifielsl
end inconsistent with the rest of the Government snd wes only edopted to
meet sn Agsugy problem of insufficient vecsncies,

| ¢. Highly quelified applicanta have been lost to other Govermuent
sgencies beceuse of insdajuete promotion opportundities under the pregearnt.

aysten. .

d. Pz'amisiﬂstemployeea have laft the Agency for fester promotions in
other ngencles,

e. A twowgrede promotion poliéy vould improve morale by providing
grester incentive in the form of & pay incresze which is substaniiel in
nsture. The slow prosotions from GH-05 to G3-11 provide litils encoursie-
ment for young men with family responsibilities.

7. ‘The one-grade promotion systen has olso, wa believe, resulted in npnay
- promotions of employees vho wvould not heve been considered quelified for & o~
grads Jump.

8. From this review of the systen 1t scema evident:

&. If thé cne~grade promotion system results in slowver rramotions
from G3-05 to G3-11 then in other ngencies, Agency policy to proviée bene-
fite equal t.e those of other agencies should require us to change tha

syptem.
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b, If the one-grode promotion system d.oea not result in elower
promotion, there is no bosis for contimuing the system since it ia not
populer either with the employeces or with Ferasomnel Officers end
Administrative Officers generally.

9. There ore s; nuaber of adventeges which would result from conversion
to _t;he two~grede promotion pattern. It would meke the hgency more counetitive
.th the Govermeent generally, 1t would help to retain enployees end 1t would

Improve wmorale. It would discoursge yromotion of employees not considered
gualified for a full professionel increass, It is not spparent that there sre
eny dissdventages tc edopting the system. Iﬁere might be some Aifficultics,
tut these ere difficulties which resulted from esteblishment of the gingle
geode aystem end should not be considered as & reason for not reverting to the
tuo-grade system. These difficulties sre concerned with what to do sbout
employees who are currently in loiermodiste gredes, Ve conaider thet such
enployses, where fully queliiried snd rerforning at tha higher level, ehould be
promoted on the first dsy of the pey period follewring the effactive date of
epprovel of the twoegrede promotion system. TFor hiring of Career Treinces,
o brought in ot G3«08, step 1, sn odvanced rate of the fourth step of C3-07
(epprozimetely equivelent to G508, step 1) could ba estoblished.

10. The folloving conclurions have reculted: |

‘8. The fgency should revert to the two~grede promotion system for
rrofessional employeeg in grades (3-05 to Gs-ll in order to achieve
competitiveness with other agenecies,

b, A requiremni; of one yesr minimum time in grede sghould be
esteblizhed consistent with the practice elsevhere in order to avoid
unduly repid promoticn.

o A e g -..—-1
i
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e, Tursomnel in gredes G3~06, C8-08, end GS-10 who ere cocupying
profesglonal positioneg of e higher grede should be promoted ss of the \
first dey of the Lirst pey period after epprovel of the two-grade sysiem
provided they meet qualification stendsrds for the higher grade sod wra
recomuendad by thelr components, snd spproved by the Director of Fersonnel.

d. BSuch individuels ot G500, GS5-08, snd GS-10 who sre occunying
positions of the seme or lower grade should not be promoted until
gurlified end deternined eligible for the hisher greds Dy the sppreaxiaie
Career Service Board end spproved by the Director of Yersonnel.

e. Individuals in the CT progrem in grede S-08 sbould be Trowosted
to Gi~09 when delermined qualified and eliginle and should then coms
under ithe two~grede promotion system. New CT's showld be hired st G35-07,
step &, or higher professional grade, if qualified.

11, Stetistics on employezes in professionsl positions in the effected

grode categories ere as follows:

Rumber- Pey Increase Cost of Oue-Thixd
GS-06
G308
G3-10
Total

Since vome of the individusls slotted in these positiona mey not Le 1roe
fosgionally gqualified and others may not yet ba eligible, ve estinete that
gpproximetely one-third would be entitled to imsediste promotion one greda,
This would cost approximately $300,000. This is mot en increese in cost but
paynment in sdvancs of the time it would otherwise be peyeble. Further, the
sum - is alreed& budgeted for at the position level. The difference in lonz

range cogst emnnot esslly be predicted.. Xf the present length of time in grsde
Approved For Release 2001/08/07 $CiA- RDP83 0'1 QQ4R000100270001-4
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betwean (8-07 end GS-1l should continue, there would Lo a net saving since
enployees would no longer raceive en interpediate increase in half the time
betwaen professionel gredes. Yurther, there would be some saving from not
promoting individuels snot considered gualified for s two grade Jump. /esuzlig,
however, that some 300 euployses would progress from GS-0T to G2-11l in six yerss
instesd of eight yeers, the edditiounsl cost would be approxims ntely $40,000 por

yenr.
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AVERAGE TIMS IN GRADE
. BY BERVICE DESIGNATION

Calendar Year 1068

s o3 o8 GS .
Career Bervice M th;gﬂé)ﬁ _ m z:& i
i} nn/e - 51/13 Lo/13 65/02 114/15
B k2 foz 30/28 29/00 59/:9
EL 34/15 62/00 - -

1 70/e7 152/00 105/19 257/19
TA c2/e1 34/10 25/21 59/31
iB 84 /18 Lo fok 57/1L 99/15
10 o wy/fo3 43/10 33/15 76/25
n 57/19 36/13 39/07 T5/20
™ 83,/0% u2/10 52/11 o /2L
TR - 92/00 - -
e I TAL o8/13 30/28 59/11
IR 87/10 31/06 25/16 56/02
I ' | 70/09 - - 20/15 20/15
IX ho/o1 30/07 30/14 €0/21
R 33/13 32/19 29/21 62/10
s h1/ok 107/15 51/07 "158/22
SCA | ss/ek . 61/00 - -
5CC 20/15 132/15 93/0k 230/19
50D - 23/00 - -
scﬁ 8/11 LYe/17 37/12 79/29

80P 6/20 37/29 k3/09 81/03
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, s s
Career Service 5 1o 7 7 to 9 9 to 11
lo=Doys Ho-Days Yo-Noye
8C3 - 128/15 -
ser 19/03 63/23 63/23
8D - - 23/00
SF %0/00 W6 /26 49/03
8J - 22/23 21/09
8L 56/13 kofo3 66/06
M 80/15 33/00 95/19
Sp 36/0L 52/12 30/2%
s 54 1k ho/05 33/09
ST 55/06 1ih/z2 100/00

f
¥

tenner
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AVERAGE TIME I GRADE
BY DIRECTORATE

Calendsy Year 1068

04R000460270001-4

s a3 s S

5 to T 7 io 9 Q to 11 7 tﬂj_.j:

tio-Days lio-Days Mo-Days LoD ya
ner Lo/oo 40/15 29/00 €9/15
hP 51/15 19/15 65 /00 114/15
DDY 57/00 35/15 35/15 7L/G0
DDI&T ' 38/00 32/15 29/15 62/00
s 37/15 76/00 5k/00 130/00
oy - 23/00 21/00 L4 /00
Ageney Average W5/15 56/00 . LO/15 9%/15

#

+
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SECRET

AGERCY
COMPARATIVE ARALYSIS CF COMPENSATION RECEIVED UPON FROMOTIOR

Difference In | Average Increage | Step Increase In | Average Time [ Average Increase ir

" Period Grades Base Rate Upon Promotion Former Grade In Grade Promoted Two Grades
May 1959 |GS-T to GS-8 $ koo $32h $150 18.6 L

to .

r&y 1960 |G8-9 to GS-10 520 285 150 23.9 172

May 1958 |GS-T to GS-9 1,005 761 150 19.7 ——-

to

ey 1959 [CGS-9 to GS-11 1,045 TTh 150 2k.6 -—

Approved For Release 2001/08/07 :QIA;BPP83-O1 004R000100270001-4
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COMPAPATIVE ANALYSIS OF CQTFLITATICH RECEIVED UFON FROMOTICN

Difference In | Aversze Increese |Step Increase In rAvemge Time | Average Increnge If
Grades Bage Rate Upon FPromotion . FToraer Grade in Grade Prosoted Two Grades
G8-7 to GS-8 $ 40 $310 ’ $250 20.2 $825
G3-9 to Gs-10 520 276 150 25.0 o1
GS-T to GS-9 1,005 769 150 19.0 -
G8-9 to GS=-11 1,045 767 150 23.0 —oe

XCOTIE JOB TYIES:

Iovestigator

Pergonnel Security Cfficexr
Piyaical Security Officer
Security Officer

Bulget Officer

Visual Information Specialist
Foychologist (Assescment)
Bugiress Accountant

Adm Cfficer

INlugtrator

Adm Assiectant

Plsoal Ascounts Assistant

B8ECRETD
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SECRET

erendc crease If
Dife In | Average Incrcase Step Increcse In Avexiase Pime Av&t&%iﬁ Inm £
Gradel Bose m:,e Tpon Promotion Pormer Grade
Period 3 Grade Promeo Grede
6
” 7.9 $67
o 1950 |as78 | 4 40 §340 $250 " -
et 272 150 .
My 1960 | GS-9-10 520
26.9 ———
150 2
May 1958 |GS-T-9 1,005 738 o e ”
myti%* GS-9-11 1,065 735 _
SEAMPLE JOB TITIES:
. Operations officexr
(‘ ' Reports Ccfficer

Intelligence

SRCRET
Approved For Release 2001/08/07 : CIA-RDP83-01004R000100270001-4
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I

COMPARATIVE ANALYBIS OF COMPENSATION RECEIVED UrON PROMOTION®

Difference In| Average Incrcese| Step Increase In| Average Time| Average Increase If
Period Gredes Bage Rate Upon Pramotion Former Grade In Grade Promoted Two Grades
I( & 1959 | 6s-7 to as-8 $ koo $322 $150 17.% $833
to
Moy 1960 | GS-9 to GS-10 520 301 150 21.0 826
May 1958 | @S-7 to GS-9 1,005 780 150 13.1 -
to ) :
May 1959 GS-9 to GS-11 1,045 836 ) 150 19.8 -
BAMPLE JOB TITIES:
Intelligence Officer
Photo Intelligence Officer
( I0 Material Economist

Intelligence Anslyst
Info Specialist Poreign Broadcasting
Geographer

I0 (Cartographer)
Biographic Analyst
Document Analyst

Approved For Release 2001/08/07 : CIA-RDP83-01004R000100270001-4
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SECRET

OCR

CCMPARATIVE ANALYSIS (F COMFEISATION RECZIVED UPQH IFROMOTIOI®

Intelligence Analyst
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Difference In| Averasgs Increese Step Increase In| Average Time| Average Irercase If
Pariod Grades Bagas Rate Upcn Promotion Former Grade In Grade Frcuoted Two Grades
(v t39‘:»9 GS-T to GS-8 $ h90 $340 $150 13.% $780
May 1950] GS-9 to G8-10 520 270 150 28.2 T70
May 1958! G8-T to G8-9 1,005 812 150 o 13.1 -
to i
May 19597 GS-9 to GB8-11 1,045 820 150 22.6 ———
#SAMPLE JOB TITLES:
. Idbrarian
Biographile Analyst
, Industrial Analyst
( Graphic Anzlyst
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16 MAY 1960

MEMORANDUM FOK: Chief, Audlt Staff
Chief, Managecment Staff -
Chief, lMedlcal Ctaff
Comptroller
General Counsel
Director of Communicatlions
Director of Logistics
Director of Security
Director of Training

SUBJECT : Revliew of One-Grade Promotioﬁ Policy

1. votice] Nl c=t<c 15 vay 1959, put into effect the pelicy
determination of the CIA Career Council to limdt promotlons to one ¢ adz
advancements. The major effect of this policy is to require the use of
G8 gredes 6, 8 and 10 in the upward progression from grides 5, T end Y
even though the positions involved are properly classified at the next
higher grades of 7, 9 and 1ll.

2. This policy was adcpted on an cxperimental basis and is soon to
be reviewed to decide upon its continuation, modification or cancellution.

3. The Deputy Director (Support) has requested the addressee: tc
consider this matter with specific reference to theilr own experience and
observations end be prepared to give thelr views at his Starf Meeting on
18 vay 1960. To essist 1n your orientation to the problem, subsegucind
paragraphs paraphrase varlous points, pro and con, that were presernited in
Career Council discussious. In addition, pertinent statistics conceruing
actual promotion actions in the grades concerned, during the period 1 June
1959 through 30 April 1960, are presented in Attachment A.

() The urnderlying objective of the onc-grade progression
policy was to lncreace the number of proumoticns that

could be made in the general area of grades 5 through 11

to offset an increasing loss of promotional opportunity due

to the tact that the Agency is no longer exparding end has

u low attrition rate. It was believed that the use of grades

6, 8 and 10 would permit more pecple to be promoted with

shorter time in grade than would othervise be the case during

a perlcd of stability and maturity.
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SUBJECT: Review of One-Grade Promotion Policy

(v) Argurents against the policy included:

(1) In our orderly corpetitive system of selection ior
promotion there will necessarily be a great increace
in puper work ard maragerial wttention., At the sure tire
there will be a tendency to be less discriminating erd
thoughtful in carrying out the promotion functicn.

(2) It will be aifficult to make meaningful distinctiors

between the performance of individuals corpetin. fcr
sdvancement into grades 6, 7 and 10, end the signivicunce
of promotions as opposed to periocdic step increases will
he lost.

(3) Since other agencies do not use yrades 6, & and 10
in most profesgsicnel flelds of work, CIA will bc at
a psychological disadvantage in recruitment.

(4) The morale of CIA employees in grades 6, 8 and 10

(when thelr actual positions are classified at |, ¢
gnd 11 ) will pe adversely affected because of their
"odd ball' gredes.

(5) The use of more grades with less significant clussi-
fication and dollar spread is coutrary to ruch currert

thought regearding compensation plans. Current thought terds

{to favor fewer grades of greater classification and dolliar

spread. 25X1A

Acting Director O

Attachment:
Promotion Flgures
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D3
AUDIT
GEN COUNEEL
MGMT
MED
COMMO
COMPT
L.OG
PYRS
SEC
TRNG
JOTP
IAS

D8 TOTAL

AGENCY TOTAL

3

Ki

SECRET

SINGLE and DOUBLE GRADE PROMOTIONS

1 June 1959 thru 30 April 1960
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5-6 5«7 7-8 S 7-9 9-10 9-1
2 1 1
5 1
1
?L 1 1
32 1 T 10 10 Y
20 7 3
9 5 b
5 6
11 9 26
15 5 1 1
g 1 Lo 3 19 2
2 —— — ——_
101 2 156 1ih 66 10
355 L 356 16 2L3 1l
ATTACEMERY A
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